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This paper will briefly consider some of the dilemmas presented to a decentralised education service by parental choice. It will suggest a role for marketing theory in exploring the needs and perceptions of parents, and then a possible role for strategic educational marketing planning as a means of establishing an approach to marketing which both informs professional Judgement, and educates parental choice. Colleges and Grant Maintained Schools, both of which were outside of LEA control.
THE MARKETING RESPONSE OF SCHOOLS
With parental choice and site-based management as the key elements of government policy, competition between schools for pupils, acid therefore resources, was intended to lead the drive to improve standards of teaching and learning, and make schools more accountable for the efficient, effective and economic use of their resources.
In order to operate successfully in the new educational market place, schools needed to change "from a predominant focus on teaching and administration, to one of strategic planning, policy formulation and implementation" (Hardikes, 1988 Typically schools displayed a poverty of strategic thinking in their newly decentralized planning environment (Long and Robinson, 1989) and became overly concerned with financial and National Curriculum issues. Although operating in an educational market place, they displayed little understanding of marketing, either as a concept or as a process (Wheale, 1989) , with marketing activity usually limited to selling, advertising and promotion in order to recruit and retain pupils. In marketing terms they were:
"amateurish about internal analysis of their own strengths and weaknesses; their forward planning; their communication and negotiation with parents and the social environment" (Bradbury, 1990) .
As a result, selling, advertising or promotional advice became the focus in some of the earlier literature and in the popular educational press (Davies, 1988; Dennison, 1989; Hardie, 1991) .
Certainly the marketing activities of some schools began to
give cause for concern, and Maden (1990) was quick to caution against adopting quick fix marketing approaches. She stressed instead the importance of a value driven approach in the educational market place:
"marketing must be rooted in the educational purposes of the school and the needs of parents, pupils and community".
Maden's views echoed the earlier work of Kotler (1979) , who warned of the problems likely to be faced by schools "entering the marketing arena with more enthusiasm than understanding".
Kotler was particularly concerned about schools adopting a philosophy of marketing more appropriate to the business community. He proposed a client rather than product orientated approach, which he now refers to as the marketing concept, and is concerned with:
"determining the needs and wants of target markets and delivering the desired satisfactions more effectively than competitors do" (Kotler and Armstrong, 1994) .
In order to avoid product orientated marketing approaches Kotler (op.cit.) "implementation, and control of carefully formulated programmes designed to bring about voluntary exchanges of values with target markets to achieve institutional objectives" (Kotler and Fox, 1985) .
CHOICE AND THE IMPACT ON SCHOOLS
The linking of the client orientated marketing concept with 6 rational planning models is not without problems, and presents schools with a number of potential dilemmas.
Firstly, the philosophy of client orientated marketing stresses the need for an organization to identify the needs, wants and desires of its various client groups as a basis for planning their marketing policies. This view assumes that parents (as an example of only one of the client groups served by a scho-ol)
actually do know what they need, and that institutional plans are not being determined by short-term wants and demands. Certainly some of the recent research in England and Wales (West and Varlaam, 1991; West, 1992 ) does seem to assume that parental choice equates with need, and could well be contributing to distorted professional perceptions in this key area.
In their latter work Kotler and Fox (op.cit.) recognise the possible conflicts between short-term consumer wants and longterm consumer welfare, and elaborate upon a societal concept of marketing which:
"holds that the organization should determine the needs, wants and interests of target markets. It should then deliver the desired satisfaction more effectively and efficiently than competitors in a way that maintains or improves the consumers's and the society's well being".
The societal marketing approach seems to be a step forward in emphasising the importance of client wants and needs being weighed against the exercise of professional judgement. However, professional judgement is unlikely to be valid unless the schools' marketing process not only conforms to the societal marketing approach of identifying need, but also informs and educates parental opinion.
A second dilemma of the educational marketplace concerns the ability of schools to obtain quality data on the needs of parents. Such data will be of limited value unless schools can afford the services of professional market researchers, rather than the services of part-time educational amateurs with a poor conceptual grasp of marketing theory. Or are we professionally comfortable with the prospect of a national education system shaped by 25,000 schools adopting a simplistic stimulus response marketing model (Glatter and Woods, 1993) which "bundles together" the needs, wants and demands of parents, and then decides upon a range of educational products which will give the greatest short-term satisfaction?
A third dilemma generated by the educational marketplace is that of product definition, which underlines the difficulty facing schools regardless of whether they adopt a product, identify the type of school that they intend to become, and plan the range of services that they intend to provide for their various client groups". .
MARKETING, CHOICE, AND THE ABILITY TO PLAN
As a result of the 1993 Education Act, schools will now be in the difficult position of having to make long-term strategic marketing choices, which will require them to urgently review their long-term plans. Hanson and Henry (1992) , in a key paper, If the rational planning model proposed by Hanson and Henry (op.cit.) Certainly schools are leaner, fitter, and more aware of their reputations, but to a large extent they are still reacting in a promotional and advertising sense from behind the barricades of ill-informed professional judgement or poorly conceived and amateurish market research.
Even though the integrated strategic market planning approach offers positive advantages, unless schools can develop their strategic capability to invest in actively developing a marketing approach which shapes and informs a coherent programme of change, and which educates client perceptions of need, they will increasingly be driven by a middle-class planning agenda, which will further enhance the divisions which are still all too apparent in British society.
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